However, the experience of branding has not been universally satisfactory (Court et al., 1993) . For instance, banks have retreated from the wall of product brochures that used to greet customers; British Rail marketing is the subject of jokes; Mercedes has suffered tremendous losses through the recession and customers now refuse to pay a premium for the traditional computer brand leaders such as IBM, Digital and Apple. In retailing, UK petroleum brands have lost one-quarter of their market to grocery retailers Tesco and Sainsbury almost overnight. More worryingly still for the advocates of branding is the serious loss of brand equity, the differential effect that brand knowledge has on consumer response to the marketing of that brand (Keller, 1993) , which has been widely experienced in companies such as Unilever, Coke, Philip Morris (Marlboro) and Procter & Gamble. This led The Economist magazine to publish an article in 1994 entitled, "Death of the brand manager" which questioned the future role of brands and, indeed, the marketing department itself as organizations flatten and move toward horizontal structures.
We believe that questions raised recently over the effectiveness of branding are due to the gap that has arisen between brand value and customer value. Traditional branding no longer adds sufficient customer value because it is generally a standardized offer which is the result of a functional management hierarchy not structured to be sufficiently broad enough, nor responsive enough, to satisfy modern customer demands. Customer value is increasingly being generated by business processes traditionally outside the remit of brand management. If the gap continues to grow, business will abandon one of its greatest assets, the equity of its brands.
The UOP integrates a company's core business processes into a visible set of credentials that adds customer value through the supply chain. The metaphor for the UOP is that of a cable sheath that holds, directs and provides a consistent purpose to the individual "wires" of business processes. The sheath is the visible embodiment of the organization's reputation, performance, network of relationships and portfolio of its brands and customers.
With this view of the world, marketing management's task is to design and build a cable sheath that represents the UOP in a compelling manner to the organization's stakeholders. In so doing, it allows companies to build powerful and branded value chains that deliver superior customer value while differentiating the company's offering. The UOP allows companies to return to competition and pricing based on value added.
The activities which develop and sustain the UOP are very different from the conventional branding practices that it replaces. Designing the UOP means integrating the core business processes which we call Supply Partnership, Asset Management, Resource Transformation, Customer Development and Marketing Planning. The ways in which the UOP is a useful tool for linking these core business processes to customer value are addressed in the main part of the paper.
Next, we explore the decline of brands in more detail and identify some of the main factors which have been instrumental in eroding brand equity.
Is the brand dead?
Brand marketing is in crisis. One brand icon after another has been shaken, if not permanently damaged. Senior management openly questions the value of their traditional marketing activities and marketing departments (Brady and Davis, 1993) .
A generation of marketers has been trained as brand engineers, manipulating well-tried stimulus-response mechanisms such as advertising, promotion and direct mail to engender brand preference. This used to create demand and customer loyalty which generated power in the supply chain, healthy margins and a platform for new products. However, it is increasingly evident that traditional brand engineering no longer works and traditional marketing managers no longer lead the most important customer value-adding processes.
In the 1990s, a gap has arisen between brand value and customer value wherein customer value is increasingly generated by business processes traditionally outside the remit of brand management (Doyle, 1995) . Drivers behind this are:
• The brand as guarantor of product performance and status is increasingly less effective as a means of product differentiation. Customers are more confident about their own choices and no longer pay premiums for brands unless performance so justifies.
• Customer value increasingly arises through a relationship with a supplier for a stream of products and services over time, rather than individual products and services.
• The customer no longer wants a choice of products and services; the customer wants what the customer wants. Customer value is created through the ability of a supplier to understand customer needs and effectively meet them through modern JIT supply chains. The products and services add less value than the "problem-solving" activities around them.
• Customer needs are increasingly met through alliances of companies; more and more customers buy multi-branded solutions.
If the gap between brand and customer value continues to grow, business will become disillusioned about the value of brands and their ability to differentiate on the basis of market positioning and a unique selling proposition (USP). Companies will then be competing on the basis of building "appropriate" quality for ever-decreasing prices while adding costly, new added-value services to sell their commodity goods and services.
Marketers have begun to respond to these challenges. Consumer marketers are reducing the premium of their brands to lower priced competitors (Richards, 1996) , rationalizing their product portfolios and improving supply-chain management, particularly with large retailers. Services marketers are trying to "productize" their offerings in an attempt to differentiate themselves from competitors. Business-to-business marketers have invested in quality, service and lower prices.
While all these are logical responses, they do not offer a permanent strategy.
There is a limit to price and portfolio reductions consumer brand owners can offer. The benefits of "productizing" services have been difficult to prove. Business-to-business marketers are struggling under the relentless pressure to provide better quality, better services and all at lower prices. Many are on a treadmill of constantly increasing the customer value that they provide with less and less margin from which to do so.
By redefining customer value and integrating the sources of added value, both within the company and throughout the supply chain, the brand can be reinvented as the device which customers use to assess the company's value proposition beyond its products and services.
Redefining customer value
Traditionally, branding has been concerned with enhancing companies' products and services in the expectation that their investments in added functionality, emotional value and service would create customer value and loyalty ( Figure 1 ).
Figure 1. Traditional brand value creation*

Disillusioned about value of brands
The definition of customer value identified here is based in economic theory, namely, that customer value is the surplus between the perceived benefits of owning/consuming a product or service and the perceived total life-cycle costs of its acquisition (Christopher, 1996) .
Owning and consuming a product or service creates value-in-use as well as emotional benefit. Customers' costs comprise the initial acquisition, its maintenance over its useful life, inconvenience and perceived risks associated with its performance.
Conventionally, brands have created customer value by augmenting the core functionality and emotional values of their offering, namely:
• Improving product quality to reduce the life-cycle cost of ownership or use.
• Adding services that reduce the cost and hassle of acquisition and maintenance.
• Enhancing product functionality to increase value-in-use.
• Creating status and prestige for owners of the product or service.
While these activities still create customer value, companies are finding it increasingly difficult to differentiate themselves just by augmenting their products and services. Differentiated customer value is increasingly created by:
• Reducing cost through the entire supply chain (e.g. UK retailers such as Marks & Spencer and Tesco that work in close partnership with their suppliers).
• Reengineering service delivery systems to reduce cost and time for the customer (e.g. telephone banking and insurance).
• Mass customization that maximizes value-in-use for each customer (e.g. Dell Computer).
• Virtual companies that outsource noncore activities or enter into meaningful alliances to provide clients with a unique combination of world-class resources (e.g. the Computer Sciences, Andersen Consulting, AT&T and Bell Atlantic partnership to serve JP Morgan).
All businesses must be dedicated to maximizing customer value in today's competitive markets. Since branding seeks to differentiate a company's value proposition from its competitors, the brand management process must concern itself with integrating supply-chain leadership, alliances, business process reengineering and customizing the brand's unique selling proposition. In other words, by integrating and developing the organization's competences and capabilities as marketing assets, marketing management can create greater customer value (Hooley and Saunders, 1993) . In the next section, the authors develop this approach to value-added marketing by introducing the cable sheath metaphor as a mechanism by which the UOP can be constructed to close this value gap that traditional branding approaches are failing to do.
From unique selling proposition to unique organization proposition
Today's marketing challenge is to bridge the widening gap between customer and brand value and help the return to competition based on adding value, leadership of the supply chain and healthier margins. Traditional branding no longer adequately meets this role because it is generally a standardized offer which is the result of a functional
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Maximizing customer value management hierarchy not enabled nor sufficiently enlightened to acknowledge the need for change. Creating unique selling propositions for brands and exploiting them through predictable stimulus-response tools is falling short of customer perceptions.
We suggest that the concept of the UOP can provide the modeling tool with which marketers can bridge the gap to customer value. The UOP integrates a company's core business processes into a visible set of credentials that add value through the supply chain. The best metaphor for the visible UOP is that of a cable sheath that envelops, holds and directs individual strands or wires, each representing a core business process that potentially adds customer value. The sheath is the organization's reputation, the performance of its goods and services, its brand and customer portfolios and the network of relationships that it has developed (Figure 2 ). Marketing management's task is to design and build a cable sheath that reflects the UOP in a compelling manner for the organization's stakeholders. To do so, marketing must ensure that core processes are integrated effectively to deliver value to customers and other stakeholders at each point of contact with the organization. The cable sheath is a far more relevant metaphor than the brand engineer for modern marketers.
The activities which develop and sustain the UOP are very different from the conventional branding practices that it replaces. Designing the UOP means integrating the core business processes that we call Supply Partnership, Asset Management, Resource Transformation, Customer Development and Marketing Planning. The way in which the UOP is a useful tool for linking these core business processes with customer value is discussed next.
Supply partnership
Modern competition is based on rapid exploitation of opportunities, quick response to customers' increasing expectations and experimentation with new technologies and techniques to avoid getting "caught-out." Such change in one's core products and services is hard enough to manage, but few, if any company, can drag a long supply chain with them as they move quickly from opportunity to opportunity. Companies which increasingly rely on strategic
Figure 2. Bridging the value gap
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supplier-partners to remain competitive in the future will be competing for the best partnerships (Webster, 1992).
There is, therefore, a growing need for companies to enhance their attractiveness to the supplier market. This is made easier when companies can define and communicate their UOP to potential supplier partners. The UOP becomes the bridge between the organization's purchasing program and its own customers' expectations of price, quality, delivery and innovation. As supply chains grow more complex and geographically disparate, the design and management of the cable sheath provides a powerful tool for integrating supply partners. Examples of excellence in this regard include Toyota and Marks & Spencer. For instance, suppliers of fresh sandwiches to Marks & Spencer are closely networked, with shared bestpractices and in-bound supplies regularly shifted throughout the network to ensure that day-by-day fluctuations in consumer demand can be met. Management at Marks & Spencer encourage and develop this network and provide their know-how and advice, such as recommending third-party hauliers, on a regular basis. The lead supplier, who has been in partnership with the retailer for over ten years, is the lead innovator of new varieties which are presented to retail management at regular meetings. The systems and processes at the boundaries of the two organizations are clear and well managed which means that both remain very responsive to changes in consumer preferences where innovation is the key to continued market growth (Knox and Maklan, 1996) .
Suppliers will support companies that move in this direction. The clearer definition of their role in the value chain will allow them to compete on value as much as cost, guide their own R&D efforts and support customer relationships based on shared objectives.
Asset management
Because the focus of brand management has been on functional attributes and emotional benefits this has meant that, with rare exception, companies are missing opportunities to make their assets work in synergy with customer and product development.
These assets include items traditionally capitalized on the balance sheet as well as the off-the-balance capabilities that are perhaps of greater importance, such as methodologies, know-how, training, relationships and access to markets.
Since many of these assets are the responsibility of functional managers who are not customer facing, they are often guided by measures of cost, efficiency and utilization. These measures are not based on customer value. Progressive companies share their know-how, capabilities and other assets with suppliers and customers to enhance their role in the value chain. This policy transforms assets into processes which add value to customers (Petrash, 1996) .
The architecture of the UOP provides a management tool for deciding which assets should be made most visible and accessible to clients and engages corporate capabilities far more actively than traditional branding.
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No area of management has been so closely examined as the process by which assets are deployed against supplies to create products and services. The process of creating and sustaining these products and customer services has been the principal object of successive waves of management initiatives: total quality management, kaizen (continuous improvement) and, most notably, business process reengineering (Hammer and Champy, 1993).
These programs originated in systems analysis and not from a profound understanding of customers' purchase motivations and competitor strategies. Many companies have embarked on ambitious improvement programs without referencing their customer value proposition and ensuring that it is sufficiently differentiated from competitors' offerings. It is, therefore, not surprising that they often complain of "initiativitis" and "consultancy-led change" that exhausts management without necessarily generating customer value.
Of course, reengineering is a vital part of remaining competitive. However, without it being based on a full appreciation of customers and competitors, it is as much by chance than by design that process improvements increase customer value. For example, Cadillac won the prestigious Baldrige Quality Award for its quality process in producing cars that the market did not wish to buy; companies outsource after-sales service without managing the brand image created by its outsourcing partners; banks reinvent themselves as financial advisors while not resolving customers' legitimate complaints about basic services and the accuracy of their accounts.
The UOP helps to ensure that the fundamental processes of creating and sustaining the goods and services are organized in a manner that builds customer value through the supply chain. The cable sheath communicates a clear, consistent and credible customer proposition at every point of contact with the organization and business partners acting on its behalf.
Customer development
In OECD countries, most markets are now in the mature phase and developing the organization's customer portfolio becomes at least as important as its brand and service portfolio.
In many organizations, there is a gap between the management of customers and products. Traditional brand management's focus on portfolios of brands limits the companies' ability to develop and manage their portfolio of customers (Knox, 1996) . For example, the customer service department is often managed as a cost and operational center and sales departments are often driven only by short-term targets and immediate transactions. Far fewer companies optimize their portfolio of customers in the way they do products, hence they are missing the opportunity to develop strong relationships with their potentially most profitable customers.
To grow in mature markets, companies must manage their customer base from a detailed knowledge of customer motivation, purchasing styles and purchasing strategies (Marsh and Marshall, 1996) . This understanding needs to be based on research and systematic analysis. Marketing, in this scenario, will increasingly be based on branding the relationship with customers more than developing sales propositions for individual products and services. The
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cable sheath is a more relevant management tool for branding relationships than the USP.
Marketing planning
Marketing planning is still developed from the organization's mission statement and business objectives. However, the brand-by-brand build up of a mid-term operating plan no longer suffices since the customer impact of organizational capabilities cannot just be thought of as simply a brand portfolio today. In order to develop the superior value customers now demand, marketing planning must change to meet the needs of crossfunctional management and ever-increasing numbers of stakeholders. It has therefore to assume a broader role directing companies' business processes from supplier through to the customer. The strategic role of marketing is to manage the design of the UOP and ensure that it is properly resourced and then presented by the company in a manner that enhances company reputation throughout the supply chain.
Successful implementation of marketing planning today is dependent on employee participation at the functional level, across process teams and at the boundaries with outside stakeholders (Christopher, 1996) . Planning should be influenced by their contribution, whether through implementing marketing programs, marketing research feedback or by direct management involvement with these stakeholders.
Managerial implications and recommendations
Vertically-organized companies often have a lead function that dominates management by virtue of its ability to generate more customer value than other departments. Where brands are king, brand managers and marketing rules. Where customer relationships are, key account management and sales dominate. If project management or operations are top priority, operations run the company. Where innovative new products are vital, science and engineering may dominate.
In the 1980s, many companies felt it necessary to become "marketing-led" and brand management structures were extended from their traditional base in consumer goods companies through the service and business-to-business sectors. For a while, it appeared as though all companies would become marketing organizations.
However, during the 1990s, a widening gap between brand and customer value has emerged which brand management alone cannot bridge. In response, many companies are creating cross-functional, systems-led organizations (Katsanis and Pitta, 1995). As we have already discussed earlier, without reference to the customer value proposition, systems improvement does not necessarily increase customer value, differentiate the company's offering or enhance profitability.
We argue that the UOP is a more appropriate tool for directing company processes since customer value is created throughout the whole organization and in the supply chain. The management challenge is to ensure that the UOP creates more customer value than other competitive organizations and that this customer value can be sustained over time.
Executive summary and implications for managers and executives
The brand is dead. 
